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He never met n~s opponents. He neltner sent nor received any 

written messages, electronic s~gna~s or other formal 

communlcations wlt~ Admlra± Anaya or General Menendez. Ye% in his 

recent±y-puo~Ishe~ memolr~, 6~mlra~ 5an~y Woo~wara describes a 

method for ras~onailzlng campalgn decls~ons %nrougn an extended 

serles o~ I~D~IcIL negotla~io~s oetween military commanders 

engaged in desperate comDa% against one another. 

Most Ins~ructlve ~to the s~u~ent of camDalgn s~rategy zs 

Woodward's descrlptlon of nls process of anaiysls that resulteo 

in the sequentla± serles o± %acl% bargains that broke the enemy's 

will during the Drier ye% costiy Fal~lands/Maivlnas ~ar. 

Woodward's recollections ~emonstrate ~is awareness of the dlrect 

reiatlons~ip between nls decisions ana the options avai[amie to 

Anaya an~ ~lenen~ez an~, accorelngiy , how those made my the 

Argentlne sea and ianQ campalgn commanders {ormed Woodward's own 

lWoodwar~, 
Hundre~ Days: 

6amlrai 51r Jonn, ana ~atricK }~oolnson. U_n_e - 

The Memolrs o~ the FaiKian(is Sa%tie O ro u~D_ 

C_q.m_m_an_.Qer. ~nnapoi:s. Nave± institute Press, 1992. 

± 

ARCHIVAL CCPY 



Report Documentation Page Form Approved
OMB No. 0704-0188

Public reporting burden for the collection of information is estimated to average 1 hour per response, including the time for reviewing instructions, searching existing data sources, gathering and
maintaining the data needed, and completing and reviewing the collection of information. Send comments regarding this burden estimate or any other aspect of this collection of information,
including suggestions for reducing this burden, to Washington Headquarters Services, Directorate for Information Operations and Reports, 1215 Jefferson Davis Highway, Suite 1204, Arlington
VA 22202-4302. Respondents should be aware that notwithstanding any other provision of law, no person shall be subject to a penalty for failing to comply with a collection of information if it
does not display a currently valid OMB control number. 

1. REPORT DATE 
13 APR 1992 

2. REPORT TYPE 
N/A 

3. DATES COVERED 
  -   

4. TITLE AND SUBTITLE 
Campaign Decision - Perception and Analysis 

5a. CONTRACT NUMBER 

5b. GRANT NUMBER 

5c. PROGRAM ELEMENT NUMBER 

6. AUTHOR(S) 5d. PROJECT NUMBER 

5e. TASK NUMBER 

5f. WORK UNIT NUMBER 

7. PERFORMING ORGANIZATION NAME(S) AND ADDRESS(ES) 
National Defense University National War College Fort McNair
Washington, DC 20319 

8. PERFORMING ORGANIZATION
REPORT NUMBER 

9. SPONSORING/MONITORING AGENCY NAME(S) AND ADDRESS(ES) 10. SPONSOR/MONITOR’S ACRONYM(S) 

11. SPONSOR/MONITOR’S REPORT 
NUMBER(S) 

12. DISTRIBUTION/AVAILABILITY STATEMENT 
Approved for public release, distribution unlimited 

13. SUPPLEMENTARY NOTES 

14. ABSTRACT 

15. SUBJECT TERMS 

16. SECURITY CLASSIFICATION OF: 17. LIMITATION OF 
ABSTRACT 

UU 

18. NUMBER
OF PAGES 

15 

19a. NAME OF
RESPONSIBLE PERSON 

a. REPORT 
unclassified 

b. ABSTRACT 
unclassified 

c. THIS PAGE 
unclassified 

Standard Form 298 (Rev. 8-98) 
Prescribed by ANSI Std Z39-18 



analyses and subsequent 

forms the focus of this 

four crltlca± camDazqn 

wlthln the context of 

contriDutlon to vlctorv. 

declslons. That dynamlc relatlonshlp 

DrzeE study which attempts to examzne 

oeczslons0 analyze thelr development 

tacit bargaining, and evaluate their 

Thls case Drovzdes an 

looking past his enemy's 

enemy's intentlons. ''2 Its 

other situatlons requlring strateglc 

Interestlng example of a commander 

capabillties to "dealing wzth the 

oDservatlons may De applicable to 

decislons absent 

communications wlth the enemy. 

7here's nothzng partzculariy unusual zn the notion that a 

military campalgn could be carrzed out with actions taking the 

place of words, where the commander's decislons are based on how 

the potential for such actlon might be perceived by his opponent. 

In fact, it may even be argued that that characterlstic (along 

with vlolence itsel~) is precisely what distlnguishes combat from 

other forms of poiltacal con±ilct. 

communications aren't oEten employed 

conduct of war, or that dzpiomats 

appreciation o~ semiotics to convey 

Not that conventzonal 

between adversaries in the 

don't also exploit an 

what they mzgnt otherwise 

prefer to leave unsald0 but slmpiy that in the conauct of warfare 

the medium of negotiation is usually combat itself. 

What makes thls case lnterestlng is 6dmzral Woodward's clear- 

headed realization of what he was about during the Falklands 

2Schelilng, ~'homas C. "Assumptzons about Enemy Benavlor." 

Anaiysls For Mliitary Decisions. The RAND Corporation, 1964. 
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campaign - though he dld not always seem to come to what, in 

retrospect, mlght appear to have been the laeai declslon. 

Striking, however, is the degree to which Woodward aDDreciate~ 

the need to force nls opponent to adapt to Woo~ward's cnolces and 

to thereby limlt his effectlveness. It's important to apply some 

Drlnclple oz falrness, to Keep a Zlrm grasp on what informatlon 

the ~ecislon-maKer nad at hand when he had to make hls choices 

and that nls ~ec~slons had to De based upon the il~ely response 

of nls unfamiliar and Imperfectiy predictable opponent through 

the dark glass oz nls own perceptlons. 

This study's frameworM for critical analysis of Woodward's 

declslons s~anos on three legs: a brlef Oescrlptlon of the facts 

of each decision in the form of available optlons and outcomes, 

an examlnatlon of the priorltlzatlon archltecture and system of 

evaluatlng the merits o{ each option - upon which the decislon 

was based, an~ some thoughts regarding the relatlonshlp o± the 

decislon to subsequent actions and war termination. In every 

case, the emD~asls is on the form ano character of taclt 

negotlatlons between t~e commanders, and how the gamlng aspect of 

thelr peculiar communicatlons azzected the process and the 

ultimate outcome. 

Four campalgn declslons in the P a±Klands ~ar are used here for 

illustration and 

battleground, the 

carriers, pursult 

examination: the British approach to the 

scheme of statlonlng the two Brltlsh alrcraft 

of direct engagement between the fleets, and 
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the selection of the ~rltlsh landing site. in each of these 

cases, three options ±or each s~ae are conslderea for analysls. 

'~ne A~proach 

On Friday, 6Drll L, 

Islands. The ~ritlsh Prime 

response, ~dmzrai wooaward 

avaliabie and shaped course 

~tiantlc. 61onq Wlt~ loqlstlc 

i~2, ~rgentlna invaded the 

Minister having ordered 

assembled such forces as 

from GiDraltar enroute the 

Falkiand 

a naval 

were 

South 

and enroute training concerns, the 

admiral reasonea that the path of approach could itself provide 

an importan~ slana± to those awaiting nls arrival. His choices 

inclueed a dlrect rhumm&ine approach: GiDraltar-Ascenslon Island- 

FaiKaanes or one om two a/ternatlves wl]Ich would cost tlme vet 

present varying measures of uncertainty to Admiral Anaya. One, a 

covert easter±y trac~, mlant deny 6rgentlne observation ox his 

force's location and progress yet cost time and fuel enroute the 

ob]ectlve, q'he other indirect approach would take the British 

armada closer past South America on its way to the Falklands. 

Time was a central concern. Hastenzn~ south to avoid the 

prospect of combat opera~lons during the harsh South Atlantic 

winter carried an ODVIOUS Drlorlty. 5teamlng directly toward the 

ob3ective served that requirement Put {ailed to take advantage o~ 

the opportunity to interfere wltn 6rgentlne declslon-mak±ng by 

insertlng the measure of unpredlctability that a non-oDvlous 

approach Drovlde<:. 



surve111ance 

once their 

and 

the British and strike 

translt. 

In the event, Woodward 

On the Argentzne side, three optlons obtained: simply to conduct 

o± the ~rltlsh as they Droceeaeo sout~ ana to ac~ 

in%entions ~ad become clear, to conduct surveillance 

attack %~em enroute, or to send a naval force well ahead of 

at the end of the taxlng three-week 

chose a modlfled olrect aDDroacn whlcn 

included a long southwesterly leg from Ascenslon which could have 

been construed to indicate an intentlon to pass close oy the 

eastern South 6merican coast towards Buenos Aires. Once north of 

the Falklands, the Srltlsh battle group veereo back away from the 

contlnent and contlnued on to their operating area east o~ the 

6aik±ands DroDer. 

What slgnlzlcance coula admiral Anaya have gathered from 

observation of the diversionary leg? Clearly, he might nave 

assumed that Wooawar~ intended air strikes against the mainland 

in retaliation for the Falklands invaslon, or that a challenge to 

the argentzne navy was belng ~ssuea. Although the recoro does not 

provide analysis of his reaction to what must have been alarming 

news, it's fair to guess that subsequent Argentlne declsions 

regarding the positZoning o~ their surface fleet reflected 

concern of a Br~tish attack agalnst a coastline left undefended. 

On hls side, Woodward wondered how his "signal" was being 

interpreted by Menendez at Port Stanley and by Anaya in Buenos 

Aires. Do they expect me to continue toward the coastline in 

preparatlon xor strlkes against the capltal? Will they be moved 
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%o send thelr a~rcra±t carrler agalnst me in rlDOSte? 6m [ 

reduclng my chances for mlsslon success oy diverting from dlrect 

rellef of the ~'alkianOs? What does tnls dlverslon tell my 

opponent about my aDility to compiicate his strategic prooiem by 

Inserting uncertainty ~n%o my intentions? Whose Idea was thls 

dlverslon, anyway? His, or mine? Who, at thls point, owns the 

advantage o± inltlan~ve in modlfvlng our relatlonshlp to hls own 

advantage, even through the simple mechanism of ta~ing the minor 

but somewhat unoreOlctaDle s~eD O± adalng a threatenlng 

diverslonary leg to an otherwise long, straightforward transit 

enroute the oDgecnlve/ Woodward could have Oecllned the 

diversionary approach and reached nzs oD3ectlve area a few days 

sooner. ~nowln~ t~at hls DOSl%lOn was oelnq trac~e~ Dy ~rgentlne 

reconnaissance aircraft, ane understandlng the advantage to be 

accrue~ from even a sma±± measure of unDreOictaolilty, he chose 

the extra leg. The effect on Anaya can only be inferred ~rom his 

behavior: continued reconnaissance against the aDproacnlng 

Brltlsh battle group, contlnued reinforcement of the newly- 

invested Islas Malvinas, an~ contlnueo wishiul thinking that war 

would be averted. That he ordered neither an attack enroute nor a 

"waiting commlttee" lying of± the Falklands can be interpreted to 

represent an early concesslon of operational initla%Ive. 

~%a~l_onlnq the Force 

By dawn on the z lrst of May Argentlne wlshlul thlnKlng was 

Drought to a rude end as Great Britain commenced attacks against 



the occupying force. A Vulcan long-range DomDer attacked Stanley 

Airfield from high altitude, having flown 3900 miles from 

Ascenslon to reach the target. Shortly afterwaras, twelve 

Harriers launched from HMS HERMEZ and HM5 INVINCIBLE announced 

the battle group's arrlval in the form of atLacks against targets 

on East Falkland lsiana. Fhe battle was ]olned. 

Among the many oDeranlonal declsions faclng Woodward, one of 

the most crucial concerned the stationing of his force. He 

reasoned that placlng nls destroyers and frigates alongside the 

enemy permlttec their usezui employment while exposing them to 

risk of loss - and that such loss could De accepted as the price 

oz doing business. ~ooawara was conversely disinclined to expose 

n±s carriers no nne same risk. He was forced to ChOOSe: disregard 

%he risk and place the carriers close to 

them sa£ely to the east yet generally 

islands, or to challenge the Argentines 

cuimlnatlng battle my steamlng dlrectly into 

west of the Ealklands. 

Since their principal weapons were the 

that Argentine possession of the Falkland 

the target area, keep 

within range of the 

into a "do or die" 

the exposea waters 

Harriers they carriea, 

Islands precluded any 

alternative bases for the Harriers, and that loss of the Harriers 

would leave his force incapaDle of achleving his principal 

mlsslon, ~ooaward deciae~ that he must at all cost prevent loss 

of the carriers. For the duration of the ensuing campalgn, he 

kept HERMEZ ana INVINCIBLE well out of harm's way, even 
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surrendering alrcratt tlme over 

preserve his precious flight decks. 

~aced wlth ~ne responsio111ty 

presence, Anaya was forcec to 

effectively against Woocwar~'s 

the target area in order to 

to turn oac~ the Brltlsh 

decide how to strike most 

carriers. Full scale land-based 

alr strikes utl±izing bombs and Exocet antlshlp missiles promisec 

h~g~ iethazlty i± accurate targeting couic be obtained. Submarine 

attacks using 5orpedoes ozfered excellent target selectivlty i~ 

the ~rztlsh antlsubmarine screen could be breached. Surface shlps 

mlgnt be aDie to approach close 

carrler-based oomDers, snips" 

missiles. 

enough to permit attacks by 

guns ana surzace-to-surface 

The tecnnlcai military 3ustlzicatlon z or the Wooawar0"s carrler 

sta%lonlng decision is simple enough. The real question, then, is 

How and whether that Geclslon was percelveo my the opposlt~on and 

what use they were able to make of what provided a clear 

suggestion for a winning 6rgentlne strategy. That the in±ormation 

was available is certain: argentine air and surface (and 

reportedly suDmarlne) surveillance piatiorms provided frequent 

locallzing cues sufficlent to 

battle group stationing about 

throughout the campaign. Ine 

dlsclose a conslstent pattern of 

180 miles east of Port Stanley 

British Dress openly excoriated 

Woodward zor hls position oZ saiety "ofl $outh Azrlca" at a tame 

when his expendable destroyers encured steady attacks from the 

Argentlne Air Force at their expose~ stations close D y  the 



islands. Why. then, d~d Menendez fall to exDlolt Woodward's 

vulnerabillty and attempt to take out the carrlers? 

The answer may ile in two domains: the realm o{ t~e practlcai - 

that t~e task was slmp!y too di±zicult and any attempts would 

have inevltaoiy ended An failure: and the realm of artifice and 

manlpulatlon - that in ~act the carriers were very vulnerable and 

were not attacked only because Woodward, through his actions, 

taclt!y convlncee Anaya ~hat the task was impossible and should 

not be attempted. Fhe act of slnking the Argentine cruiser 

BSLGSaNO provlae~ an especlaily conv~nclng Implicit message. 

~'±eet 6ctlon 

~'ace~ wlth the expilclt 

Britlsh declaration of a 

centered on 

Woo~ward's 

commander revleweO his optlons. 

actlon was a possibility. A 

submarlne, and surface group 

Doiltlcai challenge represented by the 

200-miie Total Sxcluslon Zone ('FEZ) 

Port ~taniey and the threatening presence of 

battle group close ~o the Falklands, 5he Argentine 

6s discussed above, direct fleet 

campaign of hit-and-run air, 

attacks IntendeO to throw off 

British efforts was also available for conslderation. Anaya's 

ieast appeallng option was to keep his shlps sa~e from submarine 

attack by remaining in port while only land-based aircraft 

attacked the Brltlsh force. 

Aomlrai Anaya eecldee upon a two-pronged plan whlch placed the 

alrcraft carrier VSfNF£C£NCO DE MAYO and its escorts to the north 

of the Brltlsh battle group wlth the crulser BELORANO and its 
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missiie-equlpped escorts approaching from the south. Thls slmple, 

logicai plan would nave provided an excellent opportunity for the 

Argentine Navy to in±iict unacceptable damage on ~oodward's 

force, had it been aggressively executed. 

As the three groups approached one another, Woodwara's optlons 

were ilmlted ane pressing: he could, on the Dasis Of scanty 

iocatlng informatlon, hoid nls ground and strlke against the two 

Argentine groups using Harrlers and ship-launched Exocets o£ nls 

own: ne could adopt a de±enslve posture and hope that his 

submarines could attack Anaya's ships once they had entered the 

TEZ: or he couio retlre to the east and wait for more favorable 

developments. 

Woodward frette~ as hls suDmarlnes failed to gain contact wlth 

either Argentine group. The threat of surprise alr attack became 

acute as time passed ano distances narrowed. 

Then the nuclear suOmarlne HMS CONOUERER reporteQ close contact 

wlth BELO~MNO, located somewhat outside the ~eclareQ TEZ. ~'he 

rules of engagement(RO£) in force dld not permit attacks against 

Argentine units 

wlth a quandary: 

with BELGRANO as 

precious carriers. 

The audacious Argentine pian forced Wooaward 

offer of mattle with a bold stroke of his 

CON~UE~ER ~o attack the cruiser. The 

and took wlth her any Argentine 

operatlng outside nhe i'EZ so Wooawara was faced 

either to violate RO£ or risk ioslng contact 

she approached to within attack range of hls 

to counter thelr 

own: he directed 

anclent shlp sank quickly 

hope for a ma3or naval 

iO 
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engagement. It was not simply the loss o~ BELGRANO's comDat 

capablllty that so stunned the Argentines, nor was it the loss of 

over elght hundreo of her crew. ft was Woodward's seemingly cold- 

hearted caicuiation In oreerlng the torpeOo attack wlthout 

warnlng and the compelllng image of impotence the attack asslgneo 

to the vlctlm that communicated so well the awful danger now 

facing the Argentine force. The 6rgentlne response was to call 

of~ thelr st~il <tecnnlcaily) capable attack force, return that 

force to port xor %he duration of the war, and to turn instead %o 

the use o~ ~and-Daseo attack a~rcrazt to take the battle to the 

Brltish naval force. Woodward, not reaiizing the extent and 

import oz the 6rgentlne aeclslon, continued to fear attacks from 

the Argentine surface force for several days, so reai was the 

potentlal threat zrom thelr mlssiles, alrcraft and guns. 

in a sense, %hen, the Argentlne attempt at a 

dld nave an ef±ect on WooOwarO's thinMlng and 

force perhaps less weii prepared to deal with 

alr-iauncnea 

sea-borne attack 

made the British 

the next 

mlssile attacks against the battle group. 

time those attacks commenced, 

declsion regardlng the stationlng 

was weli in place. The argentlne 

phase: 

By the 

previous 

o~ conslderabie 

dld not attaln the in%eneed 

~estructlon to the ~rlt~sh 

the campaign. 

hOWeVer, Woodward's 

anQ protectlon of hls carriers 

air attacks did cause the loss 

Brltlsh inltlat~ve in subsequent operatlons but 

result - the deilvery of a level of 

±orce that wouic cause it to aoandon 

ii 
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Any loss of ~ri%ish ~n~czatlve was serlous, for the survlval of 

the battle group was not the Durpose o± the operation: a ~Jeclslon 

~ad to De made soon as %o where and when to iano the force that 

woul~ retake the /aikianos. 

~an Carlos 

Woodward's two ~ecisions regarding the taming and location of 

the landing were asymmetrlc: the timing was largely determine~ 

for hlm by the date of arrival ox the British invasion force and 

the approach oz de%erlora%Ing winter weather. Slmpiy put, he had 

to order the lanalnq as soon as the invasion force was ready. 

Cnooslng 

extent 

a piece ~o ~and, however, was based to a far greater 

on previous 6rgentlne decisions anO how Woodware 

Interpreted those decisions. Three 

ava~labie to the British zorce: 

Peninsula, 

topographic 

between them rather moot. 

in addition to the technxcal military 

declslon 

possio±e landing sltes were 

~an ~arlos may, ~afonla 

and Teal fniet. Each was characterlzed Dya number of 

anO logistic considerations which made the choice 

factors, the 

on the weli-developed system relied heavl±y 

landing 

of tacit 

communlcatlons now existing between Admiral Woodware ana General 

Menen0ez. How d10 Menenoez now interpret ~rltlsh alr attacks? As 

preparatory soztenlng-up o2 a potential lanolng slte, or as 

no~hlng 

reasons 

expect 

more ~nan diverslonary harassment£ Where and for what 

ned Menendez ceployea hls ±anO forces? Where d l d  he 

the iandlng to take place? How could Woooward force 

12 



Menendez to commit nls aefenses In such a way as %o permit a 

mlnlmum of interzerence curing the vulnerabie Derloo between the 

inl~lai landlng and the polnt at wnlch tne land forces could fend 

of~ the alr attacks sure to zoilow? 

Oenera± Menencez was forceC to eeclde now best to prepare for 

the impendlng assault by consloerlng three op~lons: he could 

concentrate nls £orce at Port Stanley and thereby concede that he 

could not prevent a landing everywhere, ne coulO Oisperse nls 

force and prepare %o oppose landlngs at a few most-llkely landing 

sltes, or he couio concentrate on locating the amphlbious force 

and attack them before they could approach the beach. 

Agaln, tacxt Dargalnlng and subterfuge provldeo the means for 

WoodwarO to inf±uence ~rgen%ine behavior. Several days of naval 

bombardment anO alr attacks agalnst "±ogical" iandlng sltes 

coupieo wlt~ uitlmate seiectlon of an unilMely s±te were 

su±ziclent to permzt a successful lan~ing. Close coorOination 

between the bombardment group, speclal forces, the Zandlng force 

and the alr component explolteo argentlne inattention and the 

landlng occurred at San Carlos wlthout opposltion on 21 May. 

Although the Argentlne Air Force delivered heavy blows against 

the screening force in "Bomb Alley" for several days, the landing 

was a success and woulO lead to the recovery of the islands 

witnln a 

avoldable 

beachhead 

few weeks. Not without 

Brltlsh mlstakes, but from 

the strategic victory was 

passed only one message 

further cost, not without 

the establishment of the 

won. After 21 May there 

between the opposlng commanders - the 

13 
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time and locatlon of the surrender ceremony. The opportunity and 

requlrement for tacit negotla%lons hao passed with t~e end of 

~O~tlilt!es. 

Final Thou%qts 

q he ~our campalgn ~eclslons examlneo here, althoug~ 

representatlve, certainiy can't convey the fuil scope of 

challenges Imposed on the commander. I ney do 111ustrate, however, 

part of the declslon-ma~ing process Admiral Woodward employed In 

the ~outn 6tlan%ic camDalgn, q'hat ne was successful demonstrates 

the value of maKlng oDera%ional and strategic decisions by: 

- understandlng the opponent's capabilities, 

- consldering nls options and one's own, 

es%imatlng now artful se~ectlon of one's own OPtions can be 

used %o Influence the opponent's decisions, 

- examlnlng ilkely outcomes resultlng from %he Intersectlon of 

Oot~ sldes" ODtlO~S, 

- and, oy Drlorltlxlng those outcomes from both Derspectlves 

and evaiua%ing the 

aQaptatlon, selectlng 

actlon. 

effects of tlming, ris~, and mutual 

ratlonai and we±i-considered courses of 

in the end, tt~e Brltlsh victory was due in no smaii measure to 

6dmiral Woodward's ability to ~nlnk his way past the obvious in 

making strategic campalgn declslons. He repeatedly forced hls 

opponents to behave in ways that llmited Argentine operational 

opportunltles ane sustalned ~rltlsh strategic inltlatlve: he 
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of enemy 

of serial 

broke their will. He employed surprise, flexibility ana analysis 

intentions to achieve victory through s~ilful exercise 

tacit negotiation rather than overwheimlng military 

superiority. Future campaign commanders will ao weli to emulate 

the "Woodward meEnod" o± making campaign decisions Dy negotiating 

with the enemy. 
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